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Abstract
To better understand the challenges of Europ Assistance Portugal, it was examined the global context of Roadside Assistance (RSA) industry, key trends, the insurance market, Porter Five
Forces model and a benchmark of the Portuguese companies. The RSA industry has been facing various challenges across the world, namely commoditization and pressure from
competition; however, it is still growing, albeit modestly. In Portugal, the demand for RSA is growing, mainly due to the increasing number of old vehicles in circulation, which makes them
more likely to require assistance services.
Keywords: Roadside Assistance Industry, Insurance Market, Porter Five Forces, PESTLE, Benchmark
This work used infrastructure and resources funded by Fundação para a Ciência e a Tecnologia (UID/ECO/00124/2013, UID/ECO/00124/2019 and Social Sciences DataLab, Project 22209), 
POR Lisboa (LISBOA-01-0145-FEDER-007722 and Social Sciences DataLab, Project 22209) and POR Norte (Social Sciences DataLab, Project 22209). 














- Providers Selection To-Be








.      Exter al alysis
External Analysis
Diagnosis:
Analysis of the environment surrounding the RSA industry, including 
the most relevant trends.
Looking at the overall global environment, it is clear that change is eminent. Not only are markets changing rapidly, but consumer 
preferences are shifting towards more sustainable and technological-driven solutions. Companies that want to remain relevant 
in this fast-approaching reality need to be agile and resilient to be able to adapt.
Sources: Team Analysis | 1 Political, Economical, Social, Technological, Legal and Environmental analysis 5
Diagnosis | External Analysis | PESTLE 14
• Increase of nationalist and popular 
movements
• Uncertain future of the EU
• Volatility in international relations 
(US, EU, China)
• Increase of market tensions (trade 
war, Brexit)
• Economic growth slowdown
• Adoption of economy of sharing
• Global marketplace
• Changes in demographics (ageing, 
urbanization)
• Increase of safety concerns
• Preference for customization and 
personalization
• Change in purchase behavior
• Advancements in IoT (automation, 
electrification, connectivity)
• Adoption of digitalization
• Refinement of data analysis and 
collection tools
• EU regulation 2019/631, to reduce 
CO2 emissions
• National incentives for the 
acquisition of EVs
• Portugal: cars are required to have 
an insurance
• Climate change concerns




Regarding more specific trends in the Auto Assistance sphere, the team highlights the five that represent the biggest challenges 
to EAP’s business model, due to their impact on key actors: institutional clients, customers and partners. Ignoring the changes 
and challenges that these players face, pressures the sustainability of EAP.
Sources: MOBI Summit. 2019. | McKinsey & Company. 2016. | Ernst & Young. 2019. 6











EVs are becoming more popular.
Even though they only represent
2% of total vehicles in Portugal,
sales have been increasing for
the past years, with a 95%
increase in 2018 vs. 2017 (8,241
vehicles sold). Following this
trend, the number of charging
stations is now at more than
2,000 (i.e. 1 station for 12 EVs).
Shared mobility is gaining
strength, mostly in big cities, with
the market expected to grow by
4% annually.
Micromobility (e.g. shared e-
bikes and scooters) is also very
popular in cities like Lisbon.
The automotive industry has
suffered tremendous change,
with overall car sales decreasing,
even as the sale of electric cars
skyrocketed.
There have also been some
developments in regulation,
regarding safety and CO2
emissions that implied changing
some of the industry standards.
OEMs face the threat of FinTechs
and start-ups, increases in price
of auto parts, as well as decrease
in ownership due to pressures by
the pay-per-use mindset.
Today’s consumers will be




change are every-day topics, with
Millennials more aware of their
consumption habits and its
impact the environment.
Consumers have access to a lot
of information, know exactly
what they want and have high
expectations.
They want to pay only what they
consume – pay as a service, and
give special importance to the
consumer experience.
Most insurance companies are
not able to differentiate their
services, thus end up competing
on price.
Consumers see insurance
products as commodities and are
increasingly less willing to pay a
high premium for it.
Incumbents are being pressured
by emergent insurers and
InsurTechs. Some, like Lemonade
and Tesco, have successfully
attracted customer interest.
Incumbents know that change is
imminent, and they need to
adapt to them.
The towing industry in Portugal
is suffering pressure: increase in
fuel prices, relative stagnation of
price tables and lack of trained
labor, with some companies to
close doors.
In the coast, companies can
leverage from high volume of
RSA requests, while in the
interior, there is still
predominance of family-owned
towing companies, with low-
volume capacity.
Companies are motivated by
competitive prices and their
relationship with the RSA
companies.
While the insurance premium in the rest of the world has been growing. European insurance premium did not follow this trend, 
having experienced a decline since 2012. Additionally, the European motor insurance premium is decreasing in proportion to the 
non-life premium. 
Sources: Ernst & Young. 2019. | Insurance Europe. 2019. 7
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Graph 2: Insurance Growth in Gross Written Premium 
in USD (2012-2017)
Life Non-Life Overall
The European motor insurance premium has been steadily increasing, 2.4% in 2015 and
4.0% in 2016 to a total of €135.3 bn. However, compared to the Non-Life insurance
premium, the motor premium has decreased its share, from 41.1% in 2007 to 37.9% in
2016. In fact, the intensified competition in the motor insurance market and the waning
profitability of the industry forced some companies to change the modus operandi or to
exit those markets.
Overall, the European Insurance market performed poorly, especially in the Non-life
segment, recording a negative growth of the premium of -1.2%.
The rest of the world performed positively (2.2%), especially in the Non-life segment
recording the highest growth at 4.3%. This outcome reflects the fast growth that the
















2007 2008 2009 2010 2011 2012 2013 2014 2015 2016
Graph 1: European motor premiums as proportion of 
Non-life premiums (2007-2016)
Motor Insurance Context European Insurance Market
In 2017, the European insurance market experienced a slight growth due to the Non-life segment. Portugal faced a similar 
scenario, although with a significant higher growth rate. In the country, the Motor insurance segment also showed strong 
growth.
Sources: Associação Portuguesa De Seguradores. 2018.| Ernst & Young. 2019. | 1 European – comprises of UK, France, Germany, Italy, Netherlands, Spain and Portugal 8
Diagnosis | External Analysis | European and Portuguese insurance growth14
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Graph 4: Total Non-Life Insurance Premium in 
Portugal (2017) in Euro bn 
Motor Others
Table 1: Total Direct Insurance Premium in Europe1 (2017)
Type Growth Rate Total Value (in $ bn)
Non-Life Premium +1.1% 552




In Portugal, direct insurance premium grew by 6.5% in 2017, from
€10,876 to €11,580 billion. This was mainly the result of the growth of the
Non-life business (6.9%), with Life only growing by 6.2%. Motor premium
constitutes about 35.8% of Non-life segment.
The performance reflects the country’s appetite for insurance products,
that is in line with the strong economic growth experienced in Portugal
after 2012.
In 2017, European(1) direct insurance premium market experienced a slight increase
(+0.3%) to about $1.360 billion. Furthermore, this increase was positively impacted by
results in the Non-life segment (+1.1%), which were offset by the life segment (-0.3%).
However, the study shows that Life premiums were larger than Non-life premiums: 806
and 5,52 billion dollars, respectively. The ratio between Life and non-life premiums in




Graph 3: Total Direct Insurance Premium 








Portuguese insurance market is highly concentrated in three companies, which comprise of more than 50% of the market share in 
non-life insurance market. Europ Assistance Portugal provides its services to one of the market leaders: Seguradoras Unidas.
Sources: Chambers and Partners. 2017. | Generali. 2019. 9
Diagnosis | External Analysis | Portuguese insurance market situation and implications4
Portuguese Insurance market is highly concentrated, having simply two companies
that comprise a combined market share of 56% of the life segment, given that
Fidelidade and Ageas Group have 36% and 20%, respectively.
In the segment where EAP is involved, the non-life segment, Fidelidade,
Seguradoras Unidas and Ageas Group comprise a combined market share of 54.8%
with 26.8%, 15.2% and 12.8%, respectively, as illustrated in the graph.
Last year, Generali, Europ Assistance Group main shareholder, acquired Seguradoras
Unidas share in the company. Which means that EAG (Europ Assistance Group) is
now 100% holder of the company’s capital.
The Generali’s acquisition resulted in an increased market share in the Portuguese
non-life insurance market to 18.7%. Consequently, Europ Assistance Portugal
strengthened its position in the assistance market as Generali and Seguradoras





Graph 5: Portuguese Non-life Insurance Market Share, 
2017 (%) 
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Market Overview
Context
Threat of new entrants
The RSA industry is not an attractive one for new entrants:
• Relatively high barriers to entry due to high capital requirements,
associated with the need to leverage economies of scale in order to be
profitable.
• It takes a long time and a lot of effort to enter the industry, as
incumbents have to develop capable networks of providers and
institutional clients.
• The distribution channels are established through auctions with the
institutional clients (B2B2C), thus requiring challenging negotiation.
The RSA industry is trifled with competition, derived from the high bargaining power of buyers, which continuously pressure 
companies’ margins. The industry requires innovation, in order to create value by leveraging technology, organizational 
capabilities and organizational structure, while focusing on ensuring quality.
Sources: Bloomberg. 2019. | Chambers and Partners. 2017.  | Team Analysis 10



















Bargaining power of suppliers
The suppliers (i.e. towing, rent-a-car and taxi companies) of RSA
do not have a high bargaining power over RSA companies:
• High number of suppliers (800+ tow companies, 300+ rent-a-car
companies, 13k taxis) with varying sizes and organization. This industry is
very fragmented, with no national representation.
• Suppliers (within their category) have some differentiation, regarding the
quality of the service provided.
• Switching costs are very low, as it is very easy to change providers and
contracts are not long-term.
Bargaining power of buyers
The buyers (i.e. insurance companies, OEMs, fleets, rent-a-car, etc.) have
a high bargaining power over RSA companies:
• Medium number of buyers, mainly insurance companies and OEMs
with a large size.
• Buyers are extremely price sensitive with competition being based on
price, due to the commoditization of assistance services, and low
differentiation between RSA companies.
• Switching costs are medium-high, due to the use of contracts with a
certain validity. However, as most of them are short-term, one can
simply wait for the end of the contract.
Threat of new substitute services
There are no possible substitutes of RSA services:
• RSA services are included in all the motor insurances available in the
Portuguese insurance market. Moreover, there is a legal requirement
for all owners of cars to have a motor insurance.
• Medium-low number of competitors (14 competitors), make up a high-concentration industry (2 companies with around 60% share).
Competition is based on prices, as there is low brand loyalty and low differentiation of competitors.
• RSA industry requires high fixed costs, creating a barrier to exit.
• The industry growth is low, as it depends on drivers such as vehicles in circulation, vehicles age, weather conditions and new technologies.
The global RSA market is expected to grow in the next 6 years, mainly due to the increase in vehicles on the road and the aging 
vehicle fleets. In Portugal, demand for RSA services is following that trend.
Sources: Bloomberg. 2019. | Pordata. 2019. | Statista. 2017. 11
Diagnosis | External Analysis | Roadside Assistance Industry4
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Graph 6: Number of registered passenger 











Graph 7: Age of Portuguese passenger 












Breakdown cover may include jump-starting an automobile, diagnosing and repairing
the problem that caused the breakdown, towing a vehicle, helping to change a flat tire,
providing a small amount of fuel when a vehicle runs out of it, pulling out a vehicle that
is stuck in snow or helping people who are locked out of their cars.
Vehicle Roadside Assistance
RSA industry provides assistance services to
drivers whose vehicles have suffered a mechanical








The global RSA market is mainly driven by the increase in the demand for vehicles across
the globe. This increase in the number of vehicles leads to an increase in potential
breakdown of vehicles, which in turn increases demand for RSA services across the
globe. Moreover, aging vehicle fleets combined with increases in per capita income also
contribute to the overall market growth. Extreme weather changes, particularly cold
weather, increases the chances of a breakdown and also reduces the driving conditions
which substantially increases the risk of accidents.
Increases in fuel prices, however, encourage people to drive less often, or use more
public transport, which ultimately reduces wear and tear on private vehicles, and
decreases demand for RSA.
Drivers of RSA
In Portugal, the number of registered vehicles (proxy for the number of vehicles in
circulation) has been steadily increasing for the past decade, with more than 5 million
passenger vehicles registered in 2017.
However, the turnover of personal vehicles is low, resulting in 61% of passenger vehicles
being older than 10 years. Research found that cars over one-decade old are 2 times
more likely to experience a breakdown and have 4 times more changes of requiring a
towing in case of breakdown (compared with new vehicles).
Portuguese RSA Market
Europ Assistance Portugal’s offering regarding Auto Assistance is very holistic, comparing with its main competitors. EAP has a 
unique offer with its specialized assistance for buses; on the other hand, EAP does not distinguish between the assistance of a 
“traditional” car and that of Electric Vehicles, while Allianz, ACP and Zurich already offer this service.
Sources: Companies official website | 1Light-weight vehicles are those up to 3.5 tons; Heavy-weight vehicles are those over 3.5 tons |      represents lack of mobile app or website; no replacement car 12
Diagnosis | External Analysis | Benchmark: RSA companies and Services offered in Portugal4
Table 2: Benchmark of RSA offering in 
Portugal (2019)
24h/365 days (call-center and 
app/website)
Towing of light-weight vehicles 1




Secondary services (passenger 
transport, rent-a-car, etc.)

















Despite being a leader in the RSA market, EAP offers one of the least attractive price tables to providers. This calls for a prompt 
update of EAP’s standard price table, in order to be in line with the market prices and increase competitiveness.
13
Diagnosis | External Analysis | Benchmark: pricing4
Sources: Confidential | Team Analysis | 1 Simulation for 1st services, excluding VAT, tolls and overtime |2 “Taxa de saída” | 3 Based on (22%) Inosat missions for Sept-Nov 2019 (excludes outliers)
The price benchmark illustrates the similar pricing schemes of the companies A, C and EAP. Company B presents higher prices across all scenarios, except for 20 km. Within a 30 km
radius, company A is the least competitive (from the providers point of view), while for a bigger radius of action EAP offers the lowest price.
However, it is important to highlight that the majority of EAP’s missions have a round-trip distance of less than 30 Kms: 33% of missions are less than 20 Kms and 19% of missions are
between 20 and 30 Kms. For the range until 20 Kms, two companies have a lower price table (A and B) than EAP; thus regarding this range, the most competitive company has a price
16% above EAPs. For the 20 to 30 Kms range, there is only one company (A) that has a price table lower than EAP; however, company B has a price 48% higher than EAPs.
This said, for the remaining 48% of missions, the competitors’ price lists are consistently more attractive than EAP’s, including in the range of 30 to 40 Kms (included in EAP’s base tariff).
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33% 19% 13% 24% 4% 7% % of EAP’s missions3









A 25 KMs €    19.15 €      0.41 25%
B * €    21.00 €      0.80 25%
C 20 KMs €    22.00 €      0.38 35%
D 40 KMs €    25.00 €      0.42 NA
EAP 40 KMs €    21.50 €      0.38 25%







< 10 KMs €   21,00 NA
11 - 30 KMs €   32,00 NA
31 - 50 KMs €   21,00 €      0,80
> 50 KMs €   21,00 €      0,90 
*Company B has different base tariffs established for multiple base distance ranges
B
“It is important to cooperate by sharing information and conceptualizing the deliverables, but it is equally important to have a 
flexible logistics in order to be ready to complete a task anytime, anywhere.”
14





During the project, I was able to experience various aspects
of the roles, accommodating various perspectives and
facilitating communications within the team. The team
followed the deadlines and mutual respect allowed us to be
modular in our schedules and achieve goals in any
circumstances. This challenge allowed me to develop my
ability to work and communicate toward realizing common
objectives.
Bottom: Intellectual, Finisher
International Masters in Management, major in Strategy.
“I believe in balance of any contrasting elements, like
debit and credit in accounting. Accounting is not my
favorite subject but when the ledger is balanced, it feels
right.”
I like to talk about business, technology and environment
and how it affects history, societies and economies.
There are many topics to be explored within these areas
and I believe issues in the world can be solved with a
creative and analytical mix of these studies.
The project helped me understand the value of prioritization and
order. It is important to cooperate by sharing information and
conceptualizing the deliverables, but it is equally important to have
a flexible logistics in order to be ready to complete a task anytime,
anywhere.
The project was challenging but also rewarding. But an important
factor that played a big role in our team was the mutual respect for
each other. Each member was very disciplined and pleasant and the
balance between the various ideas and motivations made the
project a pleasant challenge.
Prioritization
Balance
I wanted to experience a real-life consulting project in Portugal as part of my capstone
project in my master studies. I engaged with a group that I did not know before in an
industry that I was not familiar with. It was an interesting challenge to coordinate both
aspects and I learned valuable lessons regarding teamwork and fast-paced environments.
On top of that, I learnt Portuguese language and culture!
